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SECURITY INFORMATION ILLEGIE
MEMORANDUM FOR: DIRECTOR OF CENTRAL INTELLIGINCE
SUBJECT: Of fice of Operations

A survey of the Office of Operations was made Ly the Special
Assigtant to the Director between 2l August and 10 November, This

report will desl first with a policy question corcerning 00 as a whole, ~° ¢ --
end then with matters affecting the several divisions of GO,

MAJOR PROBLEY

The mpjor policy problem to which attention was directed on
this survey was organizational; namely, whether 00 should or should
not eontinue to be orzanizationally associated with the covert offices
under the Jurisdiction of DD/P, a question to which attention was

1@.rected in eparlier surveys of 080 and OPC,
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The edministrative functionz of 00 properly belong In the
cantrel administrative apency as stated in the surveys of VL0 and
OPCy A high degree of autonomous administration is essential to
the covert oporations, This fact mitigates against the present
alignment of 00 uwnder DD/P,

Furthermore, it is oxpected that the operations of. 050 and
0FC may expand substantially in the neer future. The task of
pupervicing these divisions adequately is already so great that
DD/P should not be required to accept anyr aaﬁcnaibﬂiﬁy for 00 if

other feapible srrangements are possible,
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RECOMMENDATION

It is recommended that 00 be placed organizationally
directly under the propesed DD/I when appeointed and pending
his appolntment, under DDCI alongside ORR, OCD, ete. Tt is

2hR1C

QTHER ASPIDTS QF SURVEY

The survey of 00 wag broad and ganerai and directed to its
omn internal organization and problems as well as to the proper
place of 00 in the over-all CIA orgamlizetion, Following are the
obgarvatione and repommendations with respect to 00 viewed internally:
Strengthy
AD/OO has organized his office well to perform the functions
set forth in DCI's organizational directive. s separate division
chiefs and thelr assistanits and perscnnel in the higher echelons are
2ll well briefed on their functions, eanthusisatic about thelr work
and very loyal to AD/00. I wao exceedingly well impressed both by
the personnel and 'b:,r. the way the divisions are functioning. Thers
has been a positive effort to extablish closer lialson with major
consumers, and to sesk & clearer understeanding of consumer ro-
quirements. A positive effort has also been madé to establish better
woriding relations with other offices of the Agency to avoid friction.
Creative imagination has heen demonastrated in inaugurating new
Approved For RelpasssdQ0 5084031 Glé-RRIAG4:00022R000300020008 O pportuni ties of service

to other offices of the Agengy, =
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The question of whether or not the several divislons within
¢O are correctly assigned to AD/00 was considersd and, with

reservations | TN sc:s0ed bolon, deternined

in the affirmative,

2hR1C

Weskness:

The time allowed for this survey did not mﬁnﬂ a qualitetive
appraisal from the point of view of the consumer pgencies of
the intelligence produced by the sevcral divisions of 00, It is
natura! to find any devoted intelligence offlcer convinced of
the prinary importance of the intelligence he and nis atuff
produce, Az the division heads and their assistants are devoted
and enthusiastie, they are therefore convinced of the ilmportance

of their intelligence production. There iz somc Internal evidence

to pustary thetr verters, [ -

o _

vom two of the consuming agencieg for their tontinuance,
Contact Division received recently a apecial commendstion from

CI for one of its reports. However, the evaluations placed on
005 reports by consuning agencies, when cveluations are requested,
are too high to be credible (end are so recogiised by Contach
Division)s The principsl weaknses of the intelligence effort

o _
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the danger of shooting too wide of the mark., Only 20 percent
of Oontact Divigion's reports are purgmant to snecific requirew
ments, There is e danger in this type of operstion of over-
spphagising quantity. The division chiefs, it should be stated,

are gware of thia,

Recommendationt

It ie recomwended {a) that from time to time specisl

appralsals be made anong consumers of the value to them of the
intelligence output of the respective OO divisions, and (b)
that mors effort be dirscted toward obtaining specific require~

mentss

2hR1C
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Should the field offices increase their personnsl?

PEXIC
Recommendstion,
" Wo intelligent recommendation can be made with
respect to this question without m more detailed swrvey
SET A of the ussfulness te the consyner of ths intelligence

produced by the _ It is clear; however, 25X1A
that support responsibilities for C!;f:{} and OPC are
requiring an ever increasing amount of time of the field

agents oi’_ estimates that these

services now consnmp approximately 30 percent of the tims

2EX14 _
of all -ersonnel. To this extent, the

affective intelligence production of the f1ield agents ls

21 A

reduced and soms compensating increase in personnel would " _
appesr to be justified to maintain the prese;t volums of

eollection,

B, FunctionaYowpiGeozraphic Orgardzetion. An increasing

protlem of _ is whether to organice

its reports functionally or areswise. It is at present

Approved For Release 2001/09/03 : CIA-RDP84-00022R000300070005-0
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erganized entirely on an ares basls with the excepilon

SEXIA of ite |GG =< its revorts are discemi-
nated to the respactive area desks in consuning agencises,
The division chisf teliesves that at least to some extent
the intellipence producsd by his division would be more
unaful if it ware organiped functionally. An experiment
is beiny made in this respect by assigning one men with
banking experiencs tc the task of organising all intelll-
gence relating to money and commodily wovemente on a
functional basis.

Recommendation,

It is recommsnded that thie problem be reconsidered

v e e, | - ™

to moke recommendetions resuliing from the sbove experiment.
2ERTA, ‘ '
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B o ioves that it can perforn ite sup ert

responglbilities for US0 and OPC effectively omly if it

is told exectly what support is desired, 4t is the business
2514 of the [ o o what ofticial in a given

organization or institution is responsible in a given ares

and to cultivate his confidences %hen the covert officea

need support from ary such organization or institution, 1§5xm

can be most effectively rendored if _ia-

told exmctly what iy expected and desired and then permitted

te make the proper contact for the covert official,

Recommendation,

It 1s recomnended that no directive be issued with
respect to this problem because fundamentally the seversl
offices within CIA can function topether efficlently only
on the bagis of confidence end it 1g clear that, based o
upon their experience with the performance of the | NGB

2ot B t:c covert offices are gradually working move
harmoniocusly with 00. It is my bellel that the primary
organizetional change suspested in the first part of this

2591 C merorandun will contritute to improving this eltuation,

o<, Lk
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It is recomrsnded that a cerelfvl survey be made of
the Security Office to determine what can bo done to
obviate deleys in securidy checks tinoughout GIA._

Clerical perconnel in 00 has been serdiously depleted

to provide personnel for other officess AU/ has

Approved For Release 2001/09/03 : CIA-RDP84-00022R006300070005-0
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ptated that the production of intelligerice iz sericusly
threstened Yy lack of adequate clerical personsel in
the cantral office, The T/0 is adequate, but the
priorities have favored other divisions,

Recommendation,
It is recomsended that personnel be instructed

to give 00 reasonable priorities until its clerical T/0
is wore adequately filled, It is folly to have a bottle-
negk in a production organization costing nmiliions of
dollars by rsason of a central office clerical shortage.
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3. I
A« HNature of Service.

The principal problem in ¥DD relates to whether it is
performing & sorvice of comwon concern, Within limitations,
it does so both in 1ts translation divieton and in
servicing other agencies of IAC in the exploitation of
foreign documents, The other agencies do maintain

1
1
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L
thelr own tranclation departmenta and 3{»13.3. undoubtedly

always do so because of the impo:rTbmme \to them of

i ;\
having immediately available translators, at leasy of

the major languages, FDD will doubt% _
ealled upon by other JAC agencies for #ran lation of
spocinllized, difficult foredpn '1anguage mt}?(\rial.

If FDD were establiched Bs a sm-‘jiicﬂ- of ebrzztmz;?}_\ conCEry

it iwld; of course, be swamped with trana);‘\ati@w nmaterial,
and the division wishes to avoid thié. In Lj.be glgtpleitm
tion of forelgn documents, however, FDD doe% in I!faict
broadly serve the other agencies, It is no‘iﬁ; velieved
that the jurisdiction to refuse the other d{remieg |
¢raates good will when these agencies do in:ffac:t. Ium

end rely upon FID and have no other adequateig facllities,
The oreblem of priortties within FDD is a}.w\f affected

by its anomalous zamition ag &n intra—«agemy“: division
which in fact performs common gervices, CIA {diﬁa Long
are thought to suffer by the inebility of TID to demand

immediate possession of documents, of whish only one

oy oo

beon sugpested In the past that the translation
functions be separated from the other FOD functions but
the argument of the chief of this division that the

Approved For Release 2001/09/03 : CIA-RDP84-00022R000300070005-0
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morale and efficiency of his linguists is greatly
increased by his ability to vary their work back and
forth between pure mechanical translation and the
exploitation of forelgn langnage documents ls & very
eonpelling argument,

Recorpendgtion,

It would not require an increase in T/0 to mke
the exploitation activities a service of common concern
by N5CID, The T/0 is now only 75% filled, becguse of
the difficulty of securing lingulsts, The rrinmcipal
results of much a directive would be (a) to legalize
a situation which does in fact exist (b) to ease the
procuraent problem for FOD and (o) to coordinate more
effectively foreign document exploitstion by IAC agenciles,
i draft ddrective subnitted by AD/OO on 23 July ds
believed to be acceptable to other IAC agencies, and it
i recommended that this he submltted for discussion
to IAC,

With respect to priorities, it is recommended
that the division ¢hief be permitted to fix hiz owm
priorities and make his own peace with his consumers.
Only if this procedure should fail to function would
1% be advissble to establish an TAC Priority Commitiee.
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Dy Raamch-
A preblem has arisen beczuse FDD is regquested to

rroduce collated reports invelving research which creates
&n aprarent confliict with the evaluating apevcies, The
division fecls that much more valusble reporting would

follow 1f the t=hoo on research were removed,

Dime ior
It is recommended that the division thief be advised

that research 1s regularly within his jurisdiction where

nscBssary to meet a requiroment,
2ER1A

omw 4 Regompendation, "

B, There has been criticism of the time lag betwoen the

date of publication and the date of exploitetion of dogu-
wenta, vhich runs from one week to two months, AD/0O has
sugzested as possible solullon air mailing at cost of
$75,000 per annmn or plaging several multd-linguiste in

e N
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Begormendgtion. Some btime lag is inevitable
and without more intimate knowledge of the extent of
ariticism, nedther of the suggested solutions is
recompended in full at this time, It could be that
having its own procurement of ficers would enable the
division to move faster and to cover its desired field
more fully and it is therefore recommended that this
be permitted.

It is &m0 recommended thet on an experimental
basis, for a trilal period of elx ronths, an effort be
nede to secure one analyst who would hire local Linguists
te scan documents in one i'émign center, _25><1A
to see If this epeeds up the serviee, and redutes the
expense Involved in present procedures, Such practice
could be extendsd if both results are mchicved, and -
etherwise dropped,

4. Sovoab, The Sovmat Staff appears to be functioning
very satisfactorily. It is in the hapoy position of producing

5T F substantially 100 percent of its intelligence pursuant to specific

retrencrt. |
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